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MEMORANDUM FOR: DDR&E Task Force "
FROM: Deputy Director for Requirements and Evaluation, ICS |

SUBJECT: NFIC Memo and Manifest of New R&E Actions
——

1. As a result of our discussion yesterday about charter, tasks, and
priorities, I thought it might be useful for you to have all of the attached.

2. Attachment 1 is the memorandum I mentioned yesterday which DDCI Gates
sent to the NFIC in May describing the reorganization of ICS and, moreover,
the functions of the new DDR&E.

3. Attachment 2 is an articulation, of the same ideas about R&E, as used
in a viewgraph recently.

4. Attachment 3 lists, in rough priority order, items that have surfaced
for R&E attention in the past couple of weeks that will require support above
and beyond what is already on our individual and collective plates. If there
are additional major study efforts that your committee has under way--or will
have to begin--that should be included on this list, please let me know soon.

25X1
Attachments: a/s
1. DDCI Memo re R&E Functions [ ] 05X 1
2. Viewgraph (U)
3. Manifest of "New" R&E Actions{:::::] 25X1
CL BY SIGNER
DECL OADR 25X1
25X1
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SUBJECT: NFIC Memo and Manifest of New DDR&E Actions

DISTRIBUTION: (DCI/ICS 7131-87 w/at
Copy 1 - DDR&E/ICS
Copy 2 - D/REO
Copy 3 - Chmn/CMX
Copy 4 - Chmn/SIGINT
Copy 5 - Chmn/HUMINT
Copy 6 - Chmn/MASINT
Copy 7 - Chief/IPCS
Copy 8 - DDR&E Chrono
Copy 9 - IC Registry
DCI/OD/ICS 18Sep87
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NATIONAL FOREIGN INTELLIGENCE COUNCIL
WASHINGTON, D C. 20508

NFIC 1.7/3
15 May 1987

MEMORANDUM FOR: National Foreign Intelligence Council

SUBJECT: Reorganization of the Intelligence Community Staff

1. In response to growing concerns that we needed to do a better job of
orchestrating Community efforts in a number of areas, including more
systematic evaluation of our performance against intelligence requirements,
the DCI and 1 asked Lt Gen Heinz, upon accepting the job as Director of the
Intelligence Community Staff (ICS), last September, to look at ways that he
might reorganize the Staff to better address these areas. We have discussed
some -qf the alternative structures at the last two off-site planning
conferences. Although we have experienced a number of delays in making this
reorganization a reality, I believe that we now have the details in place for
a restructured staff which willimn(ove support to the DCI in executing his

Community responsibilities. 25X1

2. The focus of the restructured IC Staff is primarily on improving our
capabilities to provide:

() Systematic, comprehensive evaluation of Intelligence Community
performance, to include:

-- Better assessments of consumers' intelligence needs (as
articulated in the National Intelligence Topics [NITS] and the
Future Intelligence Requirements Forecast [FIRF]), and how these
needs translate into both near- and long-term production and
collection requirements.

-- A better linkage between known intelligence production and
collection requirements/shortfalls and future investment
strategies.

° A more integrated assessment of collection requirements and
collection system performance across disciplines.

° Stronger involvement of Community production elements in our
assessments of requirements satisfaction, including movement of the
Intelligence Producers Council Staff to the ICS and a closer ICS

association with the National Intelligence Council and the DCI
Production Committees.

25X1

CONEAUENTIAL
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TONEITINT A

SUBJECT: Reorganization of the Intelligence Community Staff

0 More emphasis on identifying and nurturing investments in research
and development critical to future intelligence capabilities. ] 25X1

3. To address these goals, the IC Staff is now organized with two

deputies under Lt in_the attached chart. The senior 25X1

Deputy Director, » is charged with administrative

responsibilities associated with running the Staff, as well as the general

oversight of all Staff activities in the absence of Lt Gen Heinz. 25X1
4. The second deputy position, with the title Deputy Director f r

Requirements and Evaluation, will be occupied by most 25X1

r e Director of the DCI's Arms Control nterrigence Staff at CIA. 25X1
[?gijnllxiThas already begun the transition to his new job, and he will pe
ully in place by 1 June. He will be responsible for organizing the
requtrements and evaluations side of the Staff, with emphasis on providing a
structured mechanism for translating policymakers' intelligence needs into
requirements, assigning priorities to these requirements, evaluating
collection and production performance against these requirements, and, through
these evaluations, providing feedback both for near-term improvements and 25X1
future investment strategies.

5. Clearly this whole area of evaluation is a challenging one that we
have never addressed adequately across the Community. However, I believe that
we must tackle this problem head-on if we are going to improve the performance
of our Intelligence Community and our ability to justify before the Congress
our needs for continued budgetary growth to support increasing U.S. national
security needs. We have a number of ideas on how to at least begin the
process. For example, we are certain that a greater emphasis on the
evaluation of requirements and performance across intelligence collection
disciplines is required, as well as a more systematic assessment of the
shortfalls that are routinely identified by the producers in the Community.
Thus, as shown in the chart, we envision a much closer tie to the DCI!
Collection and Production Committees and the National Intelligence Council
than we have had in the past. Detailed plans implementing these changes are 25YX1
now being developed transitions to his new responsibilities.|  |25X1

6. Another organizational change that we are making involves the creation
of a new Research and Development (R&D) Coordination Office on the Staff.
This group will be responsible for fostering dialogue and nurturing
investments across the US Government in research and development activities
that have the greatest potential for improving future intelligence
capabilities. We have had general discussions with the senior R&D managers in
the Community as to how we might best implement this new concept, and their
responses have been very encouraging. The details of the new office are
taking shape, and I expect that we will be able to announce the new office
director and his initial plans for this effort very soon. [ 25X1

CONFIDENTIAL
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COMPITENT AL

SUBJECT: Reorganization of the Intelligence Community Staff

7. As discussed at the off-site conference on 11 May, I encourage you to
provide me or Lt Gen Heinz your thoughts on approaches we should emphasize, as
well as those we should avoid in setting the agenda for the new activities of
the Staff. For the effort to be successful, we need to learn from past
mistakes and fully incorporate jnta our planning your views as senior managers

of the Intelligence Community. 25X1

8. Finally, I want to solicit your support in advance in helping us fill
key supporting positions on the IC Staff. I believe that we have an excellent
management team in place, but they cannot do the job alone. Successful
execution of their new responsibilities will require the strong support of all
Community elements, including a willingness to assign our best people to our
tasks--for short periods and, on occasion, for longer ones. We will be asking
many of you for assistance in this regard as we evolve into our new

organization. 25X1

25X1

Robert M. [Ghtes
Acting Cha¥rman

Attachment:
As stated
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Intelligence Community Staff
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Attachment to:

NFIC

1.7/3
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SUBJECT: Reorganization of the Intelligence Community Staff
Distribution: (NFIC 1.7/3)
1 - ADCI
2 - Executive Director, CIA
3 - Chairman, Intelligence Producers Council
4 - DIRNSA
5 - D/DIA
6 - D/INR/State
7 - Dot
8 - FBI
9 - Treasury
10 - SAFSS
11 - Army ACSI
12 - DNI
13 - Air Force ACSI
14 - USMC
15 - ASD/C3I
16 - Counsel for Intelligence Policy, Justice
17 - weneral Counsel, Commerce
18 - NSC
19 - D/ICS
20 - DD/ICS
21 - DD/R&E
22 - C/AS/ICS
23 - C/SS/ICS
24 - D/PBO
25 - D/PPO
26 - D/CCISCMO
27 - D/REO
28 - Legislative Liaison
29 - Chairman, COMIREX
30 - Chairman, EIC
31 - Chairman, DDAC
32 - Chairman, FLC
33 - Chairman, HUMINT
34 - Chairman, IHC
35 - Chairman, IDC
36 - Chairman, JAEIC
37 - Chairman, MASINT
38 - Chairman, STIC
39 - Chairman, SIGINT
40 - Chairman, TTIC
41 - Chairman, WSSIC
42 - Executive Registry
43 - NFIC Chrono
44 - NFIC Micro
45 - ICS Registry
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The Purpose of DDR&E

e To help Director, Intelligence Community Staff (ICS) manage ICS and
its mission for the DCI/DDCI.

More specifically:

o Better assessments of consumers’ needs for intelligence, beginning
with the consumers’ own statements.

e Better translation of these needs into both near- and long-term
requirements for collection, processing/analysis, and production.

e Better linkage between shortfalls in:
» What we are asked to do.
« What we do.
» What we invest in for the future.
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- The Purpose of DDR&E

(Continued)

o Better integration of assessments, of collection requirements, and of
collection system performance, across the intelligence disciplines.

e Better involvement of production elements in assessments of
how well we satisfy consumers’ needs.

e "Better” means, for example:
¢ For the first time
* More clearly
» More rigorously
» More quickly
e More completely
e More pointed towards actionable steps
e More balanced and fair
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SECRET

]

MANIFEST OF CURRENT "NEW" R&E ACTIONS

Develop a Strategic Plan for DDR&E, for submission to the D/ICS and
DDCI by 31 October. (Lead: DDR&E; Support: all R&E elements)

Assess Impact of‘ ‘Budget Cut, for submission to D/ICS and
DDCI by late October. (Lead: REO/PBO; Support: all R&E elements)

Conduct SSCI Follow-on Study, for submission to DCI by mid-November.
(Lead: REO/PBO; Support: ICS and Community)

Implement Multidisciplinary Actions, for review and action by DDR&E
ASAP. (Lead: REO; Support: all R&E elements)

Review Requirements Systems, for final submission to DDR&E by
mid-November with interim results/actions as available. (Lead:
REO/IPC Staff)

Review Counterintelligence Collection Requirements, for final
submission to DDR&E by ?. (Lead: HUMINT; Support: Community CI
elements)
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